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ABSTRACT 


AN INQUIRY CONCERNING A “FOURTH SERVICE OF SUPPLY" 


By CDR Creath Smiley, SC, USI 


This research inquiry concludes that the "Fourth Service of 


Supply" is practically here today--not as a separate militery department 


~ 


4 as an sgency under the Secretary of Defense with civilien control 


Se 


- 


and staffed by military personel of the three military departacnt 
This egency is the Armed Forces Supply Support Center and Council which, 
if a 1961 report is approved, is considexsd te be the core of a hybrid 
MPourth Servicoe’ 


= 


The inquiry diseussed broadly the many ideas and propesais wnat 


wD 


of Supvly,"” with emphasis on 


I= 


heve been associated with a "Fourth Servic 


3 


~, 


whet hes transpired in the last two decades, Tne politicel pressures for 
a single afency managing supplies and services are exemined with imporvan 
milestones chronicled. Particular stress is placed on proposals by the 
Congress and the Hoover Commission of 1955 for a single agency managing 
military materiel, 

The Department of Defense Naterliel Management Improvement Programs 
are succinctly described, ‘They consist primarily of the Single-manacer- 
ships end represent DeD'ts counter-rguments ecainst a "Fourth Service." 
The success of these progrems, howerer, have nov stifled Congressional 

: | 


pressures for a single, centralized supply agencye 


tne inquiry discusses pros and cons relative to a "Fourth 
e t? é3 e e ey ’ e2 ee ® 2 ¢ 8 ~ 
pervies and strongly indi@ates that it, “literally or fisurdtively, is 


*n ~ 


the Congressional coal, 
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ABSTRACT 
jM INQUIRY CONCERNING A “POURTH SERVICE OF SUPPLY" 
Br CDR Creath Smiley, SC, USN a 
inis research inquiry concludes that the "Fourth Service of 
Supply" is practically here today-~not as a separate military deparcment 
but as an agency under the Secretary of Defense with civilien control 
and staffed by military personnel of the three military departnentse 


This erency is the Armed Forces Supply Support Center and Council which, 
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if a 1981 report is approved, is considered to be the core of a hybrid 
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"Fourth Service." 
- the inowiry discussed broadly the many ideas and proposals that 
have beon associated with a "Fourth Service of Sunvly,” with emphasis on 
wnet hes transpired in the last ty decades, The volitics2 bressures for 
a single agency managing supolies and services are examined with importany 
Milestones chronicled. Particular stress is placed on proposals boy the 
Congress and the Hoover Commission of 1955 for a single agency managing 
military materiel. 


The Department of Defense Materlel Management Improvement Programs 


are succinctly described, They consist primarily of the single-manager- 
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ships end represent DoD*s counterearguments against a "Fourth Service." 
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The success of these prograus, however, have not stifle. Congressional 
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INTRODU CTiON 


A spectre hovering in the background of discussions pertaining to 
the orgenization and menagement of the armed Torces has been the concent 
lebelled, "A Fourth Service of Supplye” 1@ concept received emphasis 
during Congressional hearings on unification an 1944 and subsequently ao) 
the Hocrsr Commission Report of 1955, Even today streng recommendations 
cre emanating from Congressional cormivtees for the centralization of 
supply and service functions in an agency of the "Fourth Service” type. 

To understand better the "Fourth Service" concept and to document 
salient featurss of the varied ideas that have been proposed and opposed 
is the purvos»s of this inquiry. While proponents of a contralizec agen- 
cy have beon vociferous, the Department of Defense has been successful 
in preventing the establishment of a fourth military department to ad- 
Minister supplies and services. In this inquiry, however, the many 
meanings of the "Fourth Service" label are explored along with the pros 
and cons expressed by the Congress and the Defense Department. 

The author has leaned heavily on Congressional reports in gather~ 
ing research material, While standards for efficiency, economy, end 
exfectiveness are not delineated in these reports, Congress has been 
qiiex to find fault with military supply functions. It seems apparent 
Congress believes that economy, efficiency, and effectiveness will 
be sudstantially improved if supoly and service functions are combined, 


The writing of this inquiry hes been stimulating and educationel 


oO 
>t 
ch 


ne author, It is hoped that the inquiry will be of benefit to 


readers in better appreciating and understanding this very provocative 
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CHAPTER L 


GENERAL CONSIDERATIONS 


During the last tro decades particulariy, a mass of written data 
has been generated by military writers, Congressional leaders, and busi-~ 
ness and professional research analysts on the proper mane zgement of the 
military supplies and services wnich constitute ths logistical system 
supporting the armed forces, Much of this emphasis in military supply 
management stems from the many studies resulting from supply actions of 
Worid tlar II end further from the growing realization by the Congress, 
the armed forces, and the people that military logistics is costly and 
important, The unifice tion discussions throughout the land during these 
last two cuieiias have seen pasSage of the National Security Act of 1947 
with subsequens amendments. The Department of Defense has been estab-= 
lished end a trend of centralization within that department in military 
supply spee5- Hea has been noted and well documented. 

One of the prime general considerations in a research paper con= 
cerning military suoply management, or as in this case "A Fourth Service 
of Supply" in partiolar, is the fact that no single, sensibly brief re- 
port can be written encompassing all facets of the subject. Consequent- 
ly, parameters mast be drarm to restrict the area to be studied in order 
to present a realistic domiment that is worthwhile to both the mthor 
end the reader, Rather than stress this subject in intimate, profession- 

deveil with emphasis on a single proposal in this area, this research 
poder will present and discuss important milestones in a broad and 


studied fashion concerning "A Fourth Service of Suvolye” In this respect, 
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Pastricted sense with emphasis merely on a fourth military department ver 








se but will consider the "Fourth Service” concept as it relates to the 


centralization of supply management within the Department of Defense. 


The Trend Towards Centralizetion 


ea 











From a manegerial standvoint, many arguments have been presented 
concerning the centralization versus decentrslization orgenizationsl 
alignment, The materiel bureaucracies within the Department of Defense 
are following @ pattern of centralization long established in this coun- 
try within the federal government. In this respect, Stahl points out 
that "the long-time trend towards centralizations ¢ ein the psriod since 
the Civil War, has operated to increase the vower and enhence the signi-~ 
ficance of the bureaucracy nt This is similarly true in the last two 
decades in the military organization for power and prestisce in military 
supply management has migrated from the individual services to the De- 
partment of Defense, 

This trend towards centralization in this area has been well mani- 
fested by the growing importance within the Department of Defense of the 
role and function of the Assistant Secretary of Defense (Installations 
and Logistics), While policy control and direction of the military sup- 
ply systems prior to and during Yorld War II were lodged in the individval 
military services, such policy control and direction has become concen= 
trated in this Assistant Secretaryts Office, In addition, as will be 
shomm in this paper, actions are being taken almost daily to enhance and 
strengthen his position in inspiring more integrated military materiel 


menasement with centralization a concomitant result. 


Let*s look at sone of the more important milestones which have 
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= O. Glenn Stahl, Public Personnel Administretion (fourth edition; 
’ - e g “ i ; 
wx York: Harpers and Brothers, 1956), ps 12s 
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resulted in significant integ 


forcese The 


militery supoly management cannot be ignored, This centralized ix- 


portance is well 


ration of materiel manesement in the armed 


following is a list from a 1961-defense report: 


Progress towards integrated management, while necessarily 


evolutionary, is continuing and has 
important milestones 


The 
The 
The 
rhe 
The 
The 
The 


been marked by cortain 


Chief among these are: 


National Security Act of 1947, Public Law 253, 

Armed Services Procurement Act of 1947, Public Law 413. 
Single Department Procurement Program of 1947. 

Plant Cognizance Program of 1947, 

First Hoover Commission, 1949, 

Netional Security Act Amendments of 1949, Public Lay 216, 
Federal Property and Administrative Services Act of 1949, 


Public Law 152. 


LoD Excess Property Screening Program of 1949.6 

Badgetary end Accounting Act of 1950, Public Law 784, 

Munitions Board Study Projects of 1951. 

Defense Cataloging and Standardization Act of 1952, 
Pudlic Latr 5566 

The Otliahoney Amendment of 1952, Public Lay 488. 


The 
The 
The 


The 


Rockefeller Report of 1953 


- DoD Rsorzanization Plan No» Se. 


Basic Regulations for Military Supply Systems (DoD Directive 
4000, 8 ) of 1954. 
The Second Hoover Commission Report, 1955. 


The 


Single Manager Plan of 19566 


Establisiment of Four Comaodity Single Managers for Food, 
Clothing, Medical, Petroieun, 1955, 

The Interservice Supply Support Program of 1956. 

The DoD Logistics Systems Study Projects of 1957-1958, 


the Department cof Defenss Reorganization Act of 1958, 


_ EceCormack-Curtis Amendment, 

Establishment of the Armed Forces Supply Support Center, 1958, 

The Commodity Single Menacer Evaluation Study of 1959, 

Estabdlishnent of General Supplies and Industrial Suoplies 
Single ianegers, 1959, 

Defense Neteriel Managcement Progrem of 1960. 

Establishment of Construction Supplies and Automotive Supplies 
Single Managers, 1960, 


‘The growing centralize 
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Impact, * i 
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d imvortance of tne Department of Defense in 


illustrated by the newest Department of Defenss Directive 


ee 

Armed Forces Supply Support once) "Report on Management of 
rical/flectronics Materiel,” Volume I,_Conclusions, Recommendetions, 
rebruary,. 195l a pie Lise lsOg 


~ ilithed, ) 
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concerning the Assistent Secretary of Defense (Installations and Lo- 
gistics) which wes signed 50 January 1961 by Secretary of Defense 
Robert Se Melemara, The responsibilities section of this directive de- 
lineate the very broad functional interests of this Assistant Secretary. 
iiey are: 


The Assistant Secretary of Defense (Installations and Logistics) 
is the princinal staff assistant to the Secretary of Defense in 
the following functional fields: 


1, lMateriel requirements. 

2e Production planning and scheduling, 

3. <Acauisition, inventory management, storage, maintenance, 
distribution, movement and disposal of materiel, supplies, 
tools and equipment. 

4, Small ousiness mavterse 

5. Transportation, telecomminications, petroleum and other 
Logistical services. 

6. Supply cataloging, standardization and qelity control. 

7e Commercial oa indkstrial activities and facilities ins 
cluding fixed industrial equipment 

8. Military construction including Paseo Forces Facilities. 

9, Family housing. 

10, Real estate and real property inciuding general purpose 
SDace. l 

11, Vulneraoility of resources to attack damage. 


Significant functions which have been assigned to this Assistant 
Secretary include, among otners, the following which set the stage for 
further centrelized control in the current evolutionary process wherein 
is sought more efficient, effective, and economical supply management: 


Ze Develop systems and standards for the administration end 
management of approved plans and programs. 


5. Pecommend appropriate steps (including the transfer, re- 
assignment, ebolition and consolidstion of functions) which will 
provide in the Department of Defense for more effective, efficient, 
and economical administr tion and operation, till eliminate un- 
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veparumens of Defense Directive 5126.22 of 50 January 1951, 


in frmed Porces Supply Support Center, “BRenort on Management of Blectristi/ 
slectronics izteriel," Volume TI, Conclusions, Recommendations, end 
Impacts, February, 1961, DPpe 149-150, (tultilithed.) 
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necessary duplicetion, or will contribute to improved military 
preparednes Sy» 


The Magnitude of Supply Management 

The Congress has lonz exhibited soncern in the costs of the 
military establishment end in the costs of its supply support, This is 
emphasized thusly in a major Congressional report in 1957: 


Of all its constitutional responsibilities, it is doubtful 
if the Congress regards any as more important than its power 
"toe e eprovide for the cormon’ Defence.” The cost of current 
efforts to maintain our national security is avproximately 10 
percent of our gross national product end amounts to nearly Pive- 
eights of the total of the national pidget, Under such circun- 
stances, the deep concern which the Congress feels in this matter 
is readily understsndables” 


While in 1957 military costs consumed approximately 10 percent of 


our gross navional product, a 1950 Congressional report stresses that 


. 


such spending is a significant determinant in the functioning of the 
economy, In describing the magnitude of the defense organization, this 


1960 report stated: 


In the period just prior to the Korean conflict, defense 
needs were a relatively smaller element than at present in the 
economy, amounting to $135 billion in fiscal year 1950, or about 
5 percent of the gross national product. Since then military 
reguirements have absorbed at least double the proportion of the 
Nation's product, The current rate of major national security 
expenditures is $45.7 billion and accounts for 58 percent of 
Government's entire budget expenditures. 


This spending consumes more than 9 percent of our gross 
national product and is a significant determinant in the function- 
ing of the economy, From 1950 to 1959 while the Nation's volume 
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I"Penartment of Defense Directive 5125.22 of 30 Jamary 1961," 
in Armed Forces Supply Support Center, "Report on Menagement of Electrical/ 


Electronics Materiel," Volume I, Conclusions, Recommendations, and 
Impact, February, 1961, cr, 150, 


united states Congress, United States Defen 
world War II, House Document No. fe 100, 85th tae ongress, 1 
vashington: Government Prinbine sOlileey Veer Jy. Ps “Wil, 
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of business expanded 76.5 percent, Department of Defense 
expenditures expanded 246.2 percentet 


Specifically,. "the Department of Defense (DoD) eaployes 3.6 
million militery and civilian persons and has real end personal property 
of $150 billion on the basis of coste Personal property alone is 
valued at $11e billion and is made up of 3,4 t.:.ion items.” For each 
of the four military services, the total number of militery and eclivilian 
supply personnel working in the Continental United States on the total 
supply effort was 161,100 in 1957 of which some 52 percent were engaged 
in activities related to corraon items of materiele® 

Tne Gongressional interests in the military supply programs have 
resulted in many criticisms of the manner in which the armed forces 
manage the logistics function. Some 90 different categories of criticisms 
and complaints relative to deficiencies in common supply within the 
military departments were made by members of Congress over the period 
1955-1957. These comlaints were included under such broad cavtions as 


tet) planning and requirements, (2) procurement, (3) production, (4) 


supply menegement, (5) distribution, (6) personnel, and (7) other areas 
a - 


ie 


which included some 23 miscellaneous categories. 





lunited States Congress, Joint Economic Committee, SubCormittee 
on Defense Procurement, Background Material on Economic Aspects of 
Military Procuremeny and Supply, 86th Congress, 2d Session Glashington: 


a ee te 


Government Printing Office, 16 February 1960), pe 3. 
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SDepariment of Defense, “The Evaluation of Concepts for the 
Integration of the Military Suoply Systems," Volume 1, Team 4, DoD 


logistics Systems Study Project, 12 December 1957, pe 16. (Multilithed. ) 
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‘It is further significant Pelacive to this Congressional eeneral 
consideration that in 1960 and 1961 the following major cormittees of 
the United States Congress have made, or are mexing, an investigation 
and review of military supply manegement, mich of which originated from 
the constant flow of criticisms of this area in the Washington environ-~ 


ment : 


Committee on Government Operations, Military Operations 


i 
SubConmittee, House of Representatives, United States Congres s,t 


Joint Economic Committee, SubComuittee on Defense Procurement, 
United States Congress.¢ 


Select Corruttee on Sveall Business, Senate, United States 
Congresse 


Committee on Armed Services, House of Representatives, United 
States Congresse# 


s 
With these considerations in mind, the "Fourth Service of Supoly" 
concept in its very broadest connotation will be explored in subsequent 


chéepters of this research document, Herein let the reader consider the 





lunited States COBeness » Fouse of Represenvavives, Committee on 
Goverment Operations, Military Suoply Management (Progress in Single 
Manager Agencies), nineteenth report by committee, 86th Congress 1st 
Session (Washington: Government Printing Office, 1960), 


2 





ved States Congress, Joint Beonomic Comnittse, SubConmmittee 
on Defense Procurement, Economic Aspects on ilitary Frecurement and 
Supply, report o= subcommittee, 86th Congress, ed Session (i/ashington: 
Government Printing Office, 1950). 





United States Congress, Senate, Select Comnittse on Small 
Business, Case Study in Subcontracting by ile apon=-systen Contractor, 
report of cammittee, O6th | Congress, 2a Se Vvashington: Government 
Pminciee Crrice, 1960). 





“United Staves Congress, House of Representatives, House Resolution 


78, 87th Congress, Ist Session, authorizing the Committee on Armed 

Ber, ices to conduct a full and complete investigation and study of 
personnel of such Department, and scientific research in support of the 
armed Services, considered Le asreed to 9 Tebruary 1961 (Washinston: 
Covermmsnt Pape OPPice, 1951). 
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"Fourth Service of Supoly" ss a symbol synonomous with centralization 
and with this device the position of this manaserial concept for 


military logistics will de laid out on these typewritten pages. 


OO 








CHAPTER IL 


THE "FOURTH SERVICE"~-WHAT IS IT? 


~ 


A "rose is a rose 1s Seee to 4 rose"? and "thet waich we eall a 
rose by eny other name would smell as - Perhaps, the "Fourth 
Service" concept can be considered in this same light for defin itively 
speaking it means all things to all people and is probably one of the 


more widely expressed yet grossly misunderstood concepts used in the 


militery today, As indicated in the previous chapter, the "Fourth Serv- 


ice" concept does not necessarily have to pertain specifically to a 
separate military department or agency with a separate uniformed or 
civilien staff but can be used broadly, as in this paper, to encompass 
all facets of supply administratéon under the direct centralized control 
of the Department of Defense, 

The "Fourth Service” Alternatives 

‘The variations of the "Fourth Service" concept sre mltitudinous 
and can be well illustrated by broad descriptive patterns which stress 
alternatives that can be combined to cover practically all of the ideas 
which have been proposed and discissed. The data in this section has 
deen gleaned from conversations with Rear Admiral Henry E, Eccles, U. S. 
Navy, Retired, and many other individuals who have given considerable 


thought to this aren, Here are the definitive alternatives: 











Gertrude Steir, “Sacred Enily,” in John Bartlett, Familiar 
Quotations, edited by Christopher Morley (Boston: Little; Brown 


and Company, 1948), pe 863, 


Cae. 
Willian Shakespeare, Porso and vuliets fet IT, Scene 2, Line 43, 
ee teat Lb : 
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(Boston: iicile, Brew and Comenys 1948), pe 78 
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Alternatives Ae 


The "Fourth Service of Supply"=-a single, fully integrated 
service of supply which provides: 


Le Complete logistic support to all branches of the 
armed forces at all levels, OR 


Zo Complete supply support down to the major depot 
level, OR 


a 


3. Gomblete procurement of all supply, OR 


4_ Complete procurement of all common use items of 
supple 


Alternatives B, 


The "Fourth Service of Surply" would be staffed and operated 


Oy: ’ 
1. Militery personnel, OR 
2e Civilian persémel, OR 


Se Civilian personnel at producer level and military at 
operational or consumer level, OR 


4 Civilian and military personnel at producer level and 
military at operational or consumer level, 


Alternatives Ce. 
The "Fourth Service of Supply” would function under: 


i. A fully merged or consolidated Department of Defense, 
OR 


Ze <A Department of Defense with an Army, Navy, and Air 
Force generally similar to the present military 
organization, OR 


Se A governnental department, odministretion, or agency 
otner than the Department of Defense. 


Alternatives De 
The "Fourth Service of Supply" would be: 


le A sevarate and di estinct military department under the 
secrevary of Defense, OR 


a 


2. A centralized su poly agency under the Department of 


is 
oe 
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Defense-~a hybrid "Fourth Service" with personnel 
drexsm from present militery departments but none~ 
theless beyond their direct controls 
The pernutetions offered by the verying combinations of these 
alternatives heave offered proponents of a more economical, efficient, 
end effective supoly vrogrem for the armed forces a literal field day 
in the area of organization conjecture, Many of the combinations have 
been given serious consideration as will be shown sudsequently in this 
PaDELre 


The Supply Items for "Fourth Service" Control. 





reughout the history of the discussions over the extent to 
which there should be a merging of the military systems, there has been 


e ¢4 e , @ e 9 + « 1 
confusion as to the items end functions thich constitute common supplye 


. 


It is in tne common supply area where it has besn considered by proponents 


of a "Fourth Service,” or centralized direction and control of supplie 


~ 


and services, wherein eccnomies and efficiencies con be achievede 


fhe meaning and magnitude of this comion supply area was emphasized 


in a 1958 defense study project, This study pointed out: 


Of the 3,35 million items which have been identified under the 
Federal Catalog System, the munber which cen be included within 
the term "common supply" vary from 14 to 52 percent. A recent 
enalysis of the catalog.on an item-by-item basis reveals that 
only 14 percent (447,500 stock numbers) are actually identical 
in tio or more services. 








lnpxcersts from Integrating the Management of Commercial and Common 
tems of Suoply,” Summary of Survey Team Revorts on Fhase 1 Studies and 

Group Recorriendations Thereon for Consideration of The Policy Board, 
Appendix Dy Logistics Systems Study Project (Decuments), 1 February 1958, 
in United States Congress, House of Representatives, Committee on Govern- 
ment Operations, Military Operations SubCommittee, Military Supply Menege- 
ment (Single Manoger Acencies), hearings before SubGomaitcee, 86th 
Congress, Ist Session 25-26 May 1959 (‘ashineton: Goverment Reae ing 
Setice, 1959), vp. Seea 
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In 1957 a Department of Defense study divided military materiel 
« “~ * 1 
into three major categories: cormercial (off-the-shelf) items,” non- 
: 2 cic 4 Pee 

commercial comion items, and items peculiar” to each of the four mili- 
tary services, This study revealed that the total of these three cate- 
gories in the wholesale stocks of services totelled $36,423 million in 
the Continental United Stetes and oversease <A further indication of the 
magnitude of this area is borne out by the following: 


4. The magnitude of materiel in the commercial and in the 
ell-conmmon categories wnich is required by troops fighting over- 
seas in wartime is seldom veppreciated, This can be iilustrated 


by an analysis of the neteriel procured and that shipped overseas 
Guring Viorla War Il. 


a. it is estimated that during the calender ye 
Army procured Tor itself, tne Army Air Force —_ th 
approximately $20,1 billion (1943 dollars) worth of materiel 
common to tyo or more services « &7 es of its total procure= 
ment (deliveries) in that yeare Approximately $6.3 billion of 
this, or 27 percent was of the “commercial” type as defined herein, 


be During calendar year 1945 approximately 27 million measure- 
ment tons of "Army" cargo was shinved overseas, ond during 1944 
this rose to approximately 48 million measurement tons, It is 
estimated that 90 percent of all “Army” cargo was snipped to the 
European theatre during World War II was within the "common" 





‘Departaent Of ee? "The Eve. Ineneleke of Concepts for the 
Integration or the is litary Supply Systems," Volume 1, Team 4, DoD 
Loristics Systems Study Project, 12 December 1957, pe 10. (iultilithed.) 
Commercial (off-the-shelf) items are defined as “those items required . 
by the military services, which are generally used throughout the 
Civilian economy and available through normal commercial distribution 
chamiels (frequently referred to as toff-the-shelf! items)," 


Z = i o 
Ibid. lon-commercial common items ere defined eas “those items of 
materiel used o-+ two or more military services, which 


1 are not 'comnercial' 
as defined een SM 


5 ° ° e e e ° 
Toid. Peculiar itens of materiel are defined es "those items 


peculiar to one militery service, except for items of similar memifacture 
or fabrication which may vary between services es to final color or 
pe (such 25 veldeles ox clothinc) rt 
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category and 74 percent of the total was “conmercial” typee 


o e ° e $ ¢ 
Using the broader definitions of whet constitutes "common supply," 


the 14 percent commonality in two or more services is increased. The 


following is germane: 


The Hoover Commission used the term "commercial type" items. 
if this term is defined to include items gencrally used througn~ 
out the civilian economy and available through normal distribution 
channels, it is found that 20 percent, rather vhan 14 percent, of 
the items may be eligible for integrated management, 


A still broader definition can be chosen to cover 52 percent 
of the items by including all those of similar mamfacture or 
fabricotion, both wemmercial and military in enaracter; which 
differ among the services in resvects such as color, finish, 
markings etc, Under this definition, some combat items would be 
included which past studies have not recommended for integrated 
management.? 


In its report to the Congress recommending establisnment of a 


~ 


separate civilien-managed agency to administer common supply and service 


activities, the Hoover Commission in 1955 has this to say avout a cri- 


~ 


teria forselecting comnon suvply items and service for transfer to a 
separate agency: 


Materiel procured by the military departments is divided into 
two broad classifications: 








—_ 


Inepartnent of Defense, "The Evaluation of Concepts for the 
Integration of the “ijlitar; Supoly Systems,’ Volume 1, Team 4, DoD 
Logistic s Systems Study Project, 12 December 1957, p. 12, (nltilithed.) 


enpcersts Prom Integrating the Management of Commercial end Cormon 
Items of Supply," Summary of Survey Team Reports on Phase 1 Studies and: 
Steering Group Recomnuendations Thereon for Consideration of the Policy 
Board, Aonendix D, Logistics Systems Study Project (Documents), 1 
Pebruary 1958, in United States Congress, House of Representatives, 
Committee on Government Operations, Military Operations SubComnittee, 
lolitary Sunoly Manarcement (Single Manager Agencies), hearings before 
sudcommittee, 36th Congress, lst Session, 20"26 May 1959 (Washington: 
Goverment frinting Office, 1959), pe 524. 
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Military hard goods which comprise the weavons of war: a1Te 
craft, ships, tancs, euns, ateninition, spares, components and 
other military-tyve itemse Exoenditures for this classification 
of items in the feet ma 1955 are estimated to be $12,500,900, 000 
or more than 75 percent of totel DoD procurement exnenditurese 


Comnercial~type items commonly used among the departments and 
readily round in the civilian economy. Exanples are rood, clovhing, 
medical and dental su>plies, fuels and lubricants, hardware, house~ 
hold-ani-office-type supplies and equinment, cormercial automobiles, 
and vehicular spare vartse Expenditures for this classification 
of itens in the fiscal year 1955 are estimated at $4,000,000, 000. 





A separate agency would be exnected to assume_supply responsi- 


an 


bilities for comnercial-~type items and services. 


2 a. 


In regard to the above diScussion, it is interesting to note that 
the sele etion of items for centralized management in the single managers 
today in 1961 is still causing the ermed forces difficulties. The job 


of Segregatine and segmenting the item inventory is a continuing one 


a 
* 


and will be so for a long time in the futuree The Report on Management. 


of Electricel/Mectronics Meteriel of February, 1961, emphasizes this 


fact in its diseussion of the 1,500,000 items projected to be under 
centralized, merged, or single-manager-type system of inventory control, 


To achieve integrated management for these 1,500,000 itens 
during the next three years, approximately l, 900, 000 items in 
242 Federal Supoly Classes twill have been eae analyzed 
by the military services and responsibility for their logistic 
support determined and inplemented. thus, the scope of integrated 
management will expand fifteen-fold from the present range of less 
than 100,000 items to 1,500,000 items. 


The Functions Involved 
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Just as the basic concepts and items for centralized control have 





loormaission on Orzen1 2abi ion of the Executive Brench of the Govern- 
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ment, Bisiness Organizstion of the Department of Defense, A Report to the 
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Congress (Vlashington: Caeane Printing Office, June, 1955), pp.45-46, 
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been the subject for mich written discussion and controversy over which 
should constitute, broadly Speaking, a "Fourth Service of Supply,” like- 
wise h&éve there been confusion, misunderstendinges, and changes in con-= 
cepts by interested croups in the functions whicn such an orgenization 
should administer, This lack of agreement relative to functions that 
are susceovible to integration or central direction was indicated to the 
Soneress an 1Yeey. Et tiisepes rd, 2 report stated: 

e e ethe supply cycle, starsing With the statement of the gross 

requirement by the military planning autnorities, through che 

successive steps of determining the net requirement to procure 

(based on subtracting the assets from the gross requirement), 

making the contract witn industry, positioning the materiel in 

storage depots, and finally distributing the materiel to the 

user, Historicelly, the easiest of these functions to integrate 

has been that of contracting. The single manager arrengement 

includes the entire supply control function (net requirements 
computation and distribution direction). However, the planning 
of gross requirements, depot administretion, and the custocy 

and use of assets at consumer level have not been considered as 

responsibilities which can be separated from the nmenagement of 

the individual military services, 

In addition to supply functions considered for a centrally 
administered agency by proponents of a "Fourth Service," many proposals 
have included administration of common services such as general and 
soecialized hospitals, hile the Second Hoover Commission made a strong 
proposal in the services functional area, it did not precisely define 


what it meante In this respect, the Commission wrote in 1955 concerning 


its recommended centrel agency to administer supplies and services: 
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Iunxcerpts from Integrating the Menasement of Commercial and Common 
Items of Supply,” Summary of Survey Team Reports on Phase 1 Studies and 
Steering Group Recommendations Thereon for Consideration of the Po uaey 
Boal, Appendix D, Logistics Systems Study Project (Documents), 1 Pebruary 
1958, in United States Congress, House of Representatives, Committee on 
Government Operations, Military Operations SubCommittec, Military Supply 
Pia EPROM cc. Vo . s ° “ 
WAnagement (Single Menagcer Agencies}, hearings before SubComnittes, 86th 
Congress, ist Session, 25-26 May 1952 (Tashineton: Government Printing 
Girige, 1959), nesseus 





It is importont that well-defined guides be establisned which 
will prevent the separate agency from performing eny bit service 
functions or assuming responsibilities which would impair the 
carrying out of each depertment*s combat mission. In Pact, it 
would be desirable for Congress to specify criteria which will 
presorve the service and supporting role visualized by the com- 
mittee. The committees, therefore, recomnends: 


Recommendation No. 9. The legislation establishing the sepa~ 
rate supply and service agency should specify criteria which will 
@esure a strict suoportame role for the ezcnems 


The following four criteria are reccommended: 


(2) Requirements always rust flow from the militery departments 
under policies established and reviews conducted by the Office of 
the Secretary of Defense, For example, requirements for food stem 
basically from (1) the mumber of people to be fed, (2) the deploy- 
ment of these people, and (3) the stendard of feeding. Nene of 

these determinations should be made by the service agency, but by 
the individual departments in accordance with policies of the 
peclougry of Detemoes 


(bo) Specifications for technical items also must flow from the 
customers to the service agencye For ieee professional medical 
personnel should decide upon specifications for medical supplies 
er 


and equipment und oes of Secrevary of Defense policy. 


(ce) A buyer-seller relationship should be established, Zach 
buyer department should contime to Fo Se end justify the funds 
required for its total needs so tnat it actually buys supplies 
and services from tne separate agency, which should be financed 
through a stock fund, 


(d) The commodities and services placed in a severate agency 
should be of a conmmercial-type constnonly used in the civilian 
economyet 
The data noted above in the excerpts from the Second Hoover 

Commission are included herein to illustrate the difficulties to define 
the "Fourth Service of Supply” concept in any significant detail,. The _ 


alternatives indicated in the first part of this chaoter have many combine- 


tions, mary of which have been intensely studied by the armed forces, 





i 
Commission on Organizet tion of the Executive Branch a the Govern- 
Ment, Business Organizetion of tho Department of Des latense, A Report to 
Congress jashingeton: Government Printing Cffice, cune, 19509%- pps 4Gsnn 
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The area of item control for central manasement is even today being 
intensely reviered by the Department of Defense and will be a continuing 
manegerial problem for defense Beet on-nalers. In the functional area, 
many differerices of opinion exist, hovevery as with most proposals of 
this nature, the concent is more emphasized than are the details and 
opponents have developed elaborate simuletions to contradict the benefits 
promised. 

While the "Fourth Service” as a separate military department may 
not be near establistment, its possibility exists a8 a spectre hovering 
over all supply and services arrangements in the Departinent of Defense 
todaye the proponents for and the erguments ezainst wiil be stressed in 


the next two chapters of this revorte 


= 
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HAPTER IIT 


THE POLITICAL PRESSURES FOR 


The political interests in more economical and efficient supply 
management long predate the great concern manifested in the unification 
‘of the armed fortes ofter World War IIe "Though supply activities com 
prise the largest part of the defense budget and offer tne LTangese 
possible sirgle uctivity where econony and efficiency and efrectiveness 
may be achieved, there are many service activities which are overlapping 

e + © t? e TI e e 1 e 
and duplicative," so expressed a Congressional Committee in 1960 and in 
so doing made repetitious Congressional criticism that ranges pack to 
Yorld VYiar I and Deyond, Because of this and other criticism, there has 
evolved political pressure from the Congress, from private groups, and 
at times from within the armed forces themselves for a cantral, consoli-~ 
dated agency wich yould more economically, more efficiently, and more 
effectively provide supply support and common services to the military 
organization. The "Fourth Service of Supply" as a concept for central- 
ized direction of this area is not a new onee 

The antecedents of the current proposal that there should be 

a Fourth Service of Supply extend through at least the past 35 

years. 

During the quarter century betvreen the passage of the 

National Defense Act of 1920 and that of the National Security 

Act oF 1947, some 60 Congressional committees held hearings 
ma consequently proposed legislation purporting to consolidate 


either the armed services themselves or one or more of 
their logistical functionse Featured in almost every one of 


» 
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these proposed bills was the consolidetion of the military pro-~ 
curement function. 


Early Pressures for A Ministry of Supply /Annitions 

A 1955 Army report points out that “as far back as Worla War I, 
the proposal for a single *Ministry of Supply* has been successively 
studied and successively rejectede Mr, Uaruch was urged to create a 

es 2 a 
centralized procurement agency for military supplies in World War Ie 
Adherents of centralized supply control have long exerted pressure Yor 
evconsolidated effort in whis erea and herein their thoughts sill be pure 
sued, 

Interest in a "Fourth Service," or a ministry of mmnitions as it 
was then called, manifested itself prominently on the Congressional 
scene at the beginning of Vorld War IIe An important 1945 report had 
this to say about this early consideration: 

Shortly arter the abtack on Pearl Harbor and the declaration 
of war on Japan and Germary, plans for a "Ministry of Punitions" 
to be charged with procurement for all of tne war agencies were 
seriously considered, The Tolan Committee on Migratory Labor, 
of the House of Representatives, in Decemper 1941 and in 1942 
sponsored legislation for the creation of a single civilian agency 
to control all civilian and war production: the Senate Educa- 
tional Committee in 1942 held hearings, and reported favorably, 
Upon a~similar proposal. 

This matter continued to agitate the Congress in early 1943, 
The. Kilgore bill (S, 607, 78th Congress), largely based on the 
earlier bills ( H. R. 7742 and S. 2871, 77th Congress), was dis- 
cussed at some length upon the Senate floor and by several come 


mittees. The Kilgore bill proposed an Office of War Mobilization 
and as a part thereof an Office of Production and Supply, with 
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complote authority over var procurement. the War and Navy Depart- 
ments opposed this measure as fundsnentally unsound in that 10 
renoved from the resnonsible military leaders control of procure- 
ment of the weapons and rninitvions to wage Wore The bill was dis- 
carded upon establishment of the Office of War Mobiliza Sion by 
Executive Order No. 9347, but reverberations of the concept of a 
Ministry of Supnly were heard thereafter from time to time on the 
floors of the Congresset 


Yioodrum Cormittee Tearines 








The next milestone in the pressures for a "Fourth Service of Supply” 
ceme in 1944 during the Woodrum comnittee hearingse While the hearings 
were basically concerned with post-war military policy and the proposal 
to establish a single department of armed forces, considerable discussion 
wes devoted to establishment of a separate supply organization, Lieutenant 


General Joseph T, McNarney, Deputy Chief of Staff, United States Army, 


ve 


had this to say: 


I would add to the throe armed services which are united in 
this single department, a fourth element, cirectly under the 
Secretary for the Armed Forces, which would consist of the common 
supply services that can be comoined and which could render 
supply services which are not peculiar to any one services” 


Inecupporteofendimectoreofmcosmon suopiaies and services, Gomeral 
Brehon B. Sommervell, Commanding General of the Army Service Forces, 
before the Toodrum Cormittee had this to say : 

Wea cennot have an efficient, streamlined, economical organiza- 
tion of a single department of war if each of the three major 


combat commands within that depatine 7p fir, ground, and sea, set 
up their otm self-contained systems for administration, service, 


° e —_: 
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lunited States Congress, Joins Economic Committee, SubComittee 
1 Defense Procurement, Economic Aspects of ifilitary Fromrement and 
Suoply, report of subcommittee, 86th Conzress, 2d Session (jiashington: 


Government Printing Office, 1960), pDe 109-110, 





“United States Congress, House of Representatives, Select Committee 


on Post-War Policy, Proposal to Establish a Single Department of Armed 


Forces, hearings before (oodzun) comiittee, 75th Cengress,.2d Session, 
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and suoplye Such an epproach, in practical application, would 
only mean the draiing together of three separate departmenvs 

under a superdepertmental secretary. We would still haves three 
supply officers buying end distributing shoes; e e « The reel 
integration would come about through the establishment of a 

common service force within a single department of war which would 
susply and service the three coubatent forces on equal terrise 

This trould results in one purchasing agent for shoes, and one 
system of distributing and issuing those shoeset 


e 


Hoover Commission FRenorts ot 1949 
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Another significant milestone in the pressures for more efficient, 
effective, and economical operations of the military suoply function was 
the Hoover Commission reports of 1949. While the National Sscurity Act 
of 1947 resulted in the Munitions Foard being made the central coordinating 
acency for supply policies in the National Military Establishment, the 
1949 Hoover Cormission recormended tnat "its charter be further expanded 
to cover all phases of supply.” lore specifically, the Commission 
pointed the way for a Department of Supply to evolve out of the Mmitions 
Board by writine the following: 


We recommend that the powers and functions of the Minisions 
Board be more Clearly defined, in lansuage which is unmistakable, 
To insure that result, we suggest that the National Security Act 
of 1947 be amended to empower the Secretary of Defense to delegate 
to the iiinitions Board the necessary broad authority, not only to 
coordinate, tut also to integrate the organizations and procedures 
for the various phases of supply in the constituent aaponaeuue 
of the National Military Establishment. It should also be 
authorized to recommend a workable plan for the consolidation of 
the ilarine Corps supply system with that of the Navy; to integrats 
the supply One aEneris end organization of the Coast Guard with the 
Navy; and to suggest, at the proper time and after supoly assign- 





lunited States Congress, House of Representetives, Select Committee 
on Poste-ilar Policy, Provosal to Establish a Sinele Devartment of Armed 


cones hearings before (Toodrum) committee, 78th Congress, 2d Session, 
i (Tashineton: Government Printing Office, 1944), pe 98. 
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ae neve eliminaved current duplication and overlapping, a 
Lae eae comparable fas 

Rees on to the Central Suvply Orgenizat 

the civilien avenciesot 


The thinking of this First Hoover Comaission in reducing duplica- 
tions and overlapvings in the materiel function within government agencies 
is summarized below in the Commission's language. This pertains to its 
recommendation for the establishment of a Central Supoly Organization 
in the Exectittive Office of the Presidente 


We are convinced by our study and investigation, that the 
supply problem of the Government is too vast and diversified for 
centralization in operations. ‘fe also are convinced that the 
supply problems of tne military services are sufficiently diverse 
and are so intimately related to national defense, as to justify 
seprrate hendling of technical and tactical items. On the other 
hand, there is a large range of common-use items which are sus- 
ceptidle to centralized operation, either for the civilian or for 
the military agencies; and, furthermore, in this list of conmon- 
wse items there are so many which could and snould be handled by 
one single organization on a Governnent-vride basis. 


The long-range objective is to reduce to the minimum the 

number of separate offices enzared in purchasing; the number of 

oe depots or other di stributine points; end the mumber 

of employees working at the several phases of SUpDTY A concomitant 

long-range objective is the maximum simplification of tne costly 

and useless paper work which now characterizes supply processes, 

The 1949 Hoover Commission made many recommendations concerning 
supply both for the defense and non-defense federal agencies. The Task 
Force on The Federal Supply System reported that great savings would be 
realized if its recommendations were adopted. Tne below-noted paras 
graph is similar to many statements made then and since then on votential _ 


large savings in the supply management field in the federal governnent 


in general and in the Department of Defense in particular, 
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The task force also estimates thet it should be possible to 
reduce stores inventories, both military and civilien, by over 
2eoO0 mi Onedellaeey Teeswrouldepermit a cut in pemsennel 
ensegzed in stores activities, The adoption of the recommendations 
relating to traffic management would produce additional savings, 
Adoption of the recommendations relating to inspection, specifica- 
tion, property identification, and property utilization would also 
achieve eppreciable savings in personel and operating costs. 


c 
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The Hoover Conmaission Report of 1949 was the forerunner of a flocad 
of studies end yroposals by the Congress to improve supply management in 
the Departmens of Defense end the pressures for centralized direction 
were more apsressively applied as time passed. The Bonner subcommittee 
of the House Committee on Expenditures in the txecautive Department held 
extensive hearings on military suoply management in the United States 
end around the World, In dune of 1952, Chairman Bonner introduced a 
bill, H. R. 8130, to accomplish ebjectives which if successfully adopted 
could have brought the "Fourth Service of Supply” into early being. THis 
bill was designed to accomplish these obdjectives: 

1. Set up an Under Secretary of Defense for Supply 

2. Abolish the impotent Munitions Board 


3. Transfer to the Secretary of Defense control over supply 
matters now vested in many boards, individuals, etc. 


4. Create an efficient end well-trained supply corps to assist 
the Under Secretary to perform his duties, 


¥e Give the Under Secretary proper control over appropri iationse@ 





Loomission on Organization of the Executive Brench of the Govern- 
ment, The Hoover Cormission Report (lew York: McGraw-Hill Book Conpany, 


fee, 1945), pe LOo. 
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President Eisenhower's “Famine or Feast" Spresch 








Another milestone that kept the pressure high for economy and 
efficiency in the supply and services areas of the Department of Defense 
was President Eisenhowerts "Pamine or Feast" defense policy speech in 
Baltimore, Maryland, on 25 September 1952, Mr. Eisenhower then said: 


The real problem is to build this defense with wisdom and 
efficiency, ‘We mst achieve both security and solvency, In 
fact, the foundation of military strength is economic strength. 
A bankrupt America is more the Soviet goal than an America 
conquered on the field of battlee ¢ o 


Vie have never been a military-minded people. In time of veace, 
we have always cut the Military Establishment to the done, then 
to the marrowe In time of war, we have said, "Let the profes- 
sional soldier take cere of it." This attitude nas encouraged 
the military, accustomed to famine or feast, to try to take ad- 
vantaze of crisis, 


Resulting frenzied expansion has meant disorder, duplicsetion, 
and waste, Jt has meant an attempt, for example, by our Air Force 
to buy 20,000 superdeluxe desk chairs at $10 above the standard 
model price, It has meant our Navy laying in a 50~year stoply 
of anchors ell et once. It has meant our Army buying enough 
front-axle gaskets for jeeps to last one full century. 


This pattern has been bad enough in the past. In today's world 
of continiing tension, it is intolerable. For we no longer have 
clear, precise lines between & time of peace and « time of war, 

We have to live and work and plan in a tiilight zone between the 
twoe Complexity creates confusion everywhere. Generals who used 
to be trained to concentrete on military decisions feel compelled 
to consider economic factors. 


e « eWith three services, in place of the former two, still 
going their separate ways end with an overall civilian staff 
frequently unable to enforce corrective action, the end result has 
been not to remove duplication bit to produce triplication.+ 


The O'Mahoney Amendment 


-_ 
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it mist not be presumed in reading this chronology of the pressures 
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for contralination that there wes no activity within the Department of 


= 


Defense to effect improved supply management. Ffubsequent chapters will 


delineete some of this activity; however, the efforts of the defense 
organizetion did not satisfy the criticisms of inefficiency by the Con- 
press and the pressures were continued. The O'tishoney Amendment to the 
DoD Appropriation Bill in 1953 was another milestone in attempts by the 
Congress to strengthen the central manacement of the Department of De-~ 
fense. Vhile not specifically advocating a "Fourth Service of Supply," 
it did place definitive restrictions upon the Department of Defense and 
forced the centralization concept to move at a faster pacee Senator 
O'ifahoney, then chairman of the Joint Economic Committee, placed this 
language into lar: 
(a) Motwithnstending amy other provision of lew, and for the 
PRMROSe of achieving anweificient, economicel, and practioal 
operation of an integrated suonly system designed to meet 
the needs of the military departments without duplicating or 
owerlappine Of (eze@er Operations or functicHs, Mo officer or 
agency in or under the Department of Defense, after the effective 
date of this Section, shall obligate enna for procuremsnt, 
production, warehousing, distribution of supplies or equipment 


or related supply management functions, except in accordance with 
regulations issued by the Secretary of Defense, 


(b) This, section shall be effective 60 deys after the epproval 
ofedbhisen agi, ~ 


This amendment could easily have resulted in a "Fourth Service of 
Supply” for its unquestionably placed authority in the hands of the 
Secretary of Defense for uniform materiel management, While such.a 


2 


"Fourth Service" per se did not materialize, the amendment did result 


~ 





United States COBETESS s Joint Economic Comittee, SubComnittes 
on Defense Procurement, Economic Aspects of Military Procurement and 
Susply, report of subcomulttee, 86th Congress, 2d Session (vashington: 
Goverrment Printing Office, 1950), v. 64, 
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in more integrated materiel management in the Department of Defense. 


It is interesting that the full invent of the amendment was identified 


in a Senate Report of 1952 and this certainly made the amendment an 
imoortant milestone alone the rocky roed being built for defense materiel 
management, One of the essential parts of the report stated: 


Under the new system, it should be impossible for two com- 
petins facilities to be set up (or to contime to exist) in the 
same area for the same purvose as determined by the Secretary of 
Defense. Service facilities for maintenance of equipment such as 
motor shovus, laundries, etes, should be intergrated to serve ail 
departmental requirements in the area, Special attention should 
be aisle to the procurenent, production, distribution; warehousing, 
mainvenance, ani issue of common-use items such as clothing, fooa, 
medical supolies, and building materials, to minimize stocks, 
ea Ne transportation, and related supply management activities. 
inerever possiole such items and the method of handling them will 
be Teed uniform throughout the Departmens of Defense to facilitate 
such integration, ‘Vnere different stock levels exist in various 
parts of the Department,>it is expected that the lovest level will 
be applied to tne whole Hap etane in the absenge of a Gompollinzg 
justificet vion for special treatment, which justification will be 
made to tne approoriste Sagittitte of of Congresses 


The pressures cormbtinued and "on February 17, 19535, the Sarnoff 
Commission issued a report pointine out the need for economies in the 
supply and service activities of the defense agencies. This was fole 
lowed by the renort of the Rockefeller committee on April 12, 1953, which 
laid the foundstion for the Reorganization Flen No. 6,12 Into this cli- 
mate in 1955 curst the Second Hoover Cormission Reporte 


tioover Commission PRevort of 1955 
ra tc a erp een testa apnea anne 


Perhaps no greater impetus has been given to the "Fourth Service" 
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on Defense Procurement, Economic Aspects of £ Militar, of ee ment and 


Supnly, report of subgeeiaee, ee, 86%n Conzress, 2d Session Giashington: 
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concept than that provided by the Second Hoover Commission in 1905 


. ate . ‘ 
which emong other things openly and directly recommended that “Congress 


should enact legislation establishing a separete civilian-meneged agency, 


reporting to the Secretary of Defense, to administer corzion supply end 


; 1 
service activities,."* 


in this respect, the Hoover Cormission went on to 
recommend that "The i agency should pe nemed the *Defense Supply 
and Service Administration, ! end its Administrator should be a presi- 
dential appointmernite Initially, the egency should manage selected items 
of common supply and operate general end specialized hospitals,” 

The Hoover Commission's recommendations were not supported with 
a detailed organizational end functional blueprint showing precisely how 
the provosed agency would operate. This caused considerable misunder- 


- 
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standings in some quarters and left unansvered a host of important 


e oe * ® ° ® oe ~ e ° 
questions. Commissioner Chet Holifield approved the report with this, 
3 1 e e e ‘ ° ’ 
emone other qualifications, concerning the leck of clarity in some of 
the proposed organizationel relationships of such an egency: 


Had the Commission on Fusiness Organization analyzed in detail 
tne role of the proposed new agency and more carefully defined 
its place in the military establishment, I believe that it would 
have a better chance of acceptancee It is well to understand that 
the proposal will encounter active opposition in some quarters 
and, if adopted, could be reduced to ineffectiveness by hard core 








lceommission on Organization of the Executive Branch of the Govern- 


ment, Business Organization of the Department of Defense, A Report to the 
Congress (Viashington: Government Printing Office, dune, 1955), pe 45. 
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United States Congress, Joint Ecenomic Committee, SubdComnittee 
on Defense Frocurement, Background Material on Economic Aspeces of 
Military Procurement and supoly, 86th Congress 2d Session gE 
Goverment rrinsing Office, Is February 1960), pe 76s 
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mee yet resistonce and foilure of. the Secretary of Defense 
to give the agency strong supporte+ 


The proposal for a Defense Supply and Service Administration proe . 
yoked voluminous ond voluble analytical comzent both within and outside 
the Department of Defense, It represents another in the many historical 
Milestones erected by political pressure groups to imo rove defense sup- 
ply management, Whether adopted or not these milestones have ultimately 
had a terrific impact on the defense supply orgenization by causing more 
end more centralized direction and control, 


The MeCormaczx=eCurtis Amendment 














The pressures have been continuous and unrelenting, The 1958 
Department of Defense Reorganization Act included the McCormack-Curtis 
eriondment which "removed any péssible deubt es to the suthority of the 


Secretary of Defense to integrate samply and service functions when it 


ne 


would be in the best interests of the Goverment. The amendment served 


further notice of the intent of the Congress that positive and ccntimed 
action be taken by the Secretary of Defense to eliminate duplication and 
waste in military supply and service programs and'to develop ways to 
bring about efficient performance in this area, The amendment reads: 
Whenever the Secretary of Defense cstermines it aii be 
advantageous to the Government in terms of effectiveness, 


economy, or efficiency, he shall provide for the carrying out 
of amy Stionly or servi¢s activity common to more than one 
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ment, pues SSS Oreenizeation of the Desartment of Defense, 4 Feport te the 
Congress ngton: Government Printing Cffice, dune, "1985), Meetol. 
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military department by a single agency or Such other organi za~ 

tional entities as he deems eporopriatee For the purposes oi 

this paragraph, eny supply or service activivy common to more 

then one military department shall not be considered a Ueajar 

combetent function" within the meaning of paragraph (1) hereof. 

House Majority Leader McCormack has carefully explained the invent 
and scope of the amendment he introducede Ile points out that his emend- 
ment can become a most important piece of legislation as it has been 
estimated that up to 60 percent of the annuel DoD appropriation is for 
supply and service activities. One of the most important aspects of the 


emendment is that it definitely removes suopvly and service ectivities 


comion to invo or more departments from being cateror 
Lv So a> 


[-e 


zed as "major 
combetant functions” and hence subject to veto action by the military 
departments. "So for the first time the Conzress hes given to the 
Secretery of Defense speciric mnt ty to organize and overate common 
supply and service activities without being subject to compromise or 

@ Veto by separately administered departments autonomous in all functions 
whether or not directly or remotely related to combatant functions." 
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The Douglas Report of 1960 








The General Accounting Office nas been no small contributor to 
the CongresSional pressures noted herein, Reports to the Congress by 
the Comptroller General cf the United States have fed the flames keeping 
hot the ste&m boilers, Pressures have been more and more built up. In 


1960, the Douglas Report stated thet "a review of the mmerous reports 
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lunited States Congress, Joint Economic Committee, SubCommittee 
on Defense Procurement, Economic Aspects of Military Procurement and 
Supply, report of subcommittee, 86th Congress, 2d Session (washington: 
Goverment Printing Office, 8960), pe 72s 
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concerning supply and procurement issued by the General Accounting 
Office within the past few years shows clearly thet the actions teke 
by the Department of Defense aud the militery departments to improve 

+s = :. nh : rt 
supply operations are, at best, only half measures, This same revo 
rapped the single manager plans wnich have been eStablished to integrate 
materiel management et the defense level. This is what the Douglas re- 
port had to say: 


Cooperation, coordination, collaborations etcey evce, are wery 
necessary and Cesiraple but are not substitutes for solid organiza~ 
tion, They should not continue to be used as Fabian tactics to 
frustrate proper unified orgenization. 


The idea of a consolideted supply agency at the Office of 
the Secretary of Defense level, with an elite personnel, was 
recormended by the Bonner Committee and the Joint Eccnomic Con- 
mittee members in 1952 end the second Hoover Commission in 1955. 


~ 
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The single manager plans have been the best of the arrangements 
as they provide more integration, but they are still wanting in 
many respects, ihe managers serve in double roles as department 
and Department of Defense representatives and no one can serve two 
masters who have different objectives, There is lack of the super- 
Vision, direction, and control needed to standardize items and 
streamline operations, there are too many councils, departments, 
and services who can delay, frustrate, or veto. 


There have been many studies and feasibility tests of ‘the 
obviouse-that one service can efficiently buy, store, distribute, 
and otherwise menage common supplies for all. This principle of 
supply management does not need further testing. It needs wide 
application, 


The time has came to consolidate these and other common operations 
into a consolidated system such as the Navy found necessary for its 
eight bureaus many years ago and the Army during the stress of war 
and as advocated by the Hoover Commission and many others,“ 





1 = e e e 
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The Douglas report iS currente Jv is a part of wnat appears to 
be a perpetual attack upon the materiel management of the Department of 
Defense and, if it is not perpetual, then certainly this review of the 
history of these attecks make perpetuity more of a reality than mere 
possibllity, Nevertheless, this Dougles report vigorously called for a 
consolidated common supply agency within the Dapartment of Defense to 
be staffed with a highly treined, well-paid corps of experts and respon- 
sible to the Secretary of Defense. Here is the basic recommendation: 


The Secretary of Defense should use his bread authority, 
especially under the O'lahoney and licCormack-Curtis emendments, 
et once to begin consolidating the many common supply activities 
in the Department of Defense (DoD) into e common agency operating 
at the Office of the Secretary of Defense levels 


The consolidated agency should be staffed with a highly trained, 
well=-peid DoD corps of exserts dravm from the existing services, 
industry, and Government and responsible to the Secretary of De- 
fensee 


The consolidated agency, assisted by necessary advisory groups, 
snould have control of all facets of cormon supply management from 
requirements determination throtigh procurement, transportation, 
storage, issuance (utilization), and surplus disposal. 


It should have authority over cataloging and standardization of 
specifications, 


It should be given control over common supply funds.+ 
Tne Douglas Report has some startling estimates about possible 

economies in a properly organized DoD logistics system, Here is the key 

paragravh on this subject in the revorts 

timate of possible economy in a properly 


e es 
logistics system is 10 percent: of» preeurenent, or 
11 
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ion amually, and at least 10 vercent in the 
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management of the supply systems wnicn now cose an estimated $2 
billion, A utilizetion program with real teeth would produce 
economies which would run into hundreds of millions of dollars 
anmells-, in effective stendardization progran would create 
savings of at least $450 million annually. The possibilities ot 
economies through better procurement, transportation, and disposal 
are incalceulable.t 


This very direct concern of the Congress in derense materiel 
management is a contimiing one and the concern is expressed by 2 Farce 
variety of Congressional comaittees in the House and Senate. House 
Resolution 78 authorizes the "Comittee on Armed Services to conduct a 
full and complete investigation end study of all matters relating to 


% 


procurement by the Department of Defense, personnel of such Department, 


laws administered by such Department, use of funds by such Department, 


end scientific research in support of the armed serviecs,." This resolu- 


~ 
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tion was introduced 4 Jamary 1961 end was considered and agreed to by 
the House on 9 Fedruary 1961. This comnittee, chaired by Mr. Carl 
Vinson, will certainly look into defense materiel management and organi~ 
gation and tril plow the terrain again in search of an effective, econom~ 
ical, and erficient defense supply organization. 

Among the other committees in the current Congress interested in 
military supply management is the House Committee on Government Operations. 
The concluding statement in a 1960 report of tnis comaittee projected its 
thinkine See to the Suoply orgeanizetion ten years hence to 1970, 


e WuLlbcvee wrote: 


re 


We believe the Department of Defense vould be vrell advised to 
undertake @ serious study of its future organization and of the 
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appropriate logistics arrangements, »« ethe Armed Forces Supply 

Support Center should be concerned not only with evolving detailed 

supply manecement proDlems Sut with formilating an Ora tee ty 

organization for the military establishment of 1970. 

As com be easily ascerteined from the deta in this chapter, and 
there is mich more along the same lines, the Congress is aroused and has 
bean aroused for a long time over military materiel manezgement. «While 
Ht, MW Saya ee t. ‘formed ivilian manared or 
the "Fourth Service” as a separate uniformed or civilian managed organi 
gation has not always been specifically mentioned, sufficient interest 
has been generated on the consolidation and centralization of the supply 
function very definitely to indicate that a "Fourth Service,” literally 
or figuratively, is the Congressional geal and through it economies and 
efficiencies are expected to ewe G1 2.13. 26% 

Now let's look at what the Defense Department has to say about 
These Congressional efforts, What has DoD been doing to counter the 


charges of overlapping and duplication in the military supply and service 


Systems? The next chapter covers the defense position egainst the "Fourth 
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Service" concept. 
United Statos Congress, House of Representatives, Comnittes on 
ne : alien PHlitery Sucply Menagement (Proerese in single 
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THE DEFENSE POSITIONS AGATHST 
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The Department of Defense has countered the pressures from the 


Congress for ea single agency administering supplies and services with 


materiel menagement programs aimed at improving, within a frame developed 
~ 
by the armed forces, military logistics, As the Conezress boacame more 
ageressively interested in the supply field, the Department of Defense 
more intensively emphasized programs to imorove supply management, re~- 
leased significant directives covering various facets of materiel manage- 
ment, and initiated new supply programs for nore effective, efficient, 
and economical overations, In none of these endeavors did the Depart= 
ment of Defense overtly accept 2 concept that military supplies and 
services Should be administered by a separate agency in or outside the 
department, 
Karly Arguments 
The defense position against a "Fourth Service of Supply” in all 
of its broad considerations develoved very early after Vorld vlar II and 
& conSclidation has been vigorously resisted in this area, It is 
interesting to look at sone of the early replies to the 1944 reconmenda~ 
tion for a director of conmon supplies and services which was proposed 
by Lieutenant General McNarney before the Toodrum Committee, In a speech 
on “Economy of Procurcmont Under 2 Single Seer etary, Ere H, ouruve 
Memise!, Assistant Secretary of the Nevy in 1945, zoiced opposition to 
the consclidetion in the procurement field. de said: 
When I first came to the Navy in 1940, cent 
for octh Army and Nevy by a separate organizat 
Saevored the establisinent of a cir 
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introduced, The proponents of such measures claimed billions of 
dollars of sevings, The secret was seid to be single control 
meade effective through a staff of efficient civilians trained in 
business methods and procedures, I¢ was said thet purchasing 


was a civilian sitill and could not be satisfactorily performed 


> he oe 


in an armed service. 


Such clemor was not ended until President Foosevelt issued 
Executive Order No, 9024 conferring on the Viar Production Board 
the power to creete within itse]f a single procurement agency for 
both the War and Navy Departments, Such power was never exercised. 
Tie War Production Board acted as if it came to the conclusion 
thet, under all the. circumstances, greater economy and speed 
could be ettained by keeping procurement decentralized in the 
services. LIxoerts ware assigned by the Board to the War and Navy 
Departments to supervise procurement, Those experts became 4 
part of the War and Navy Departments, At that time both the Arny 
snd Navy agreed that such method--rather than centralization-- was 
the proper wuy to efficiency and economy in dollars, time and 
TAANpOWET » 


Mr, Hensel steted that he epproached with skepticism the assertion 


~ 


that a single procurement agensy would have done a better jod end saved 


billions of dollars during VYorld Wer II, He said he was more than 


- . 


skeptical and that: 


I do not think a single secretary will cure our procurement 
troubles, On the other hand, I think that our present inefficien- 
cies and gaps may well be aggravated by consolidating the procure- 
ment agencies of the two departments into one so large that no 
man could hope to encompass within his control, memory or imagina- 
tion all of its purchasing functions or aspects, It is my opinion: 
thet many of our problems can be solved by retaining separate 

. procurement agencies and by an entirely different approach as to 
policy control. It is mr further belief that this eenclmsion is 
completely supvorted oy a study of our precurement experience to 
date and an anslysis of the essential elements of good procure- 
ment, I em also honsful that, even if you do not agree with me, 
you will concede tnat clear and aibstantial proof as to economies 
and efficiency mist be offered by the proponents of a single 
Secretary.” 


The 1945 arguments crought from Fletcher Pratt the strong statement 
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thet "procurement cannot be combined." He cites this case history in 
connection with the ¥rench: 


When one gets up to the region where unified procurement might 
be expected to effect real economies of money, time, and procedure, 
it becomes almost imossibles 

The thing has been tried, like so many other details of the 
unification procedure, and it nas not worked out, At the close 
of the last war, the frenca built a class of light cruisers, the 
DUGUAY-TROUIUS. It eecurred to someone over there what an admirable 
idea it would be to arm them with guns of 155 millimeter (6.1 inch) 
caliber, chambered to take tne shells used by the common heavy gun 
of the French Army, It didn't work, The naval 6,1] proved a slow 
firer, just a little too heavy to permit the shells to be manhandled 
and thus requiring such heavy power machinery in such a heavy turret 
that with very little more tne guns could have been 8 inches, 


The expected economy from using Amy ammunition also did nov 
work out. For shipboard use there is desired either an armor- 
piercing shell or one with a thin casing Pilled with He, while the 
fragmentation shells used by the Army were of value only for shore 
bombardments, the result.of this experimentation in amalgamation 
was thus to produce a series of cruisers thet had to sacrifice 
armor in favor of loadine machinery, Were very weex hitters for 
their size, and used guns that required the mamifacture of wholly 
new types of naval shell. 


The "Fourth Service" and Alternatives 
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In 1955 was released one of the more important studies analyzing 
possible alternatives in lieu of the civilian-manazed supply administra- 
tion recormended oy the Hoover Commission, Five alternate concepts for 
performing military common supply activities within the Continental 
United States (CONUS) were the subject of an Ary staff study on "The 
Fourth Service of Supply and Alternatives." This is the study that 
recommended the Single manager system which has centralized desienated 
commodity classifications under a managership apovinted by Roibes eseeat 


of Defense, 
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The conclusions to this enalysis are significent and are quoted 
herein to illustrate the results end finiteness of the study. The svaif 
study first looks at the Hoover Commission “Fourth Service,” then at a 
General Services Adninistration concent, a "Military Fourth Service" 
concept, a "Single Manager" concept, an "Improvement of Existing Systems" 


Janager" concept, and concludes with emphasis 
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ngle 
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concept, a "Modified S$ 
on the latter two as good plans for the improvement of common supply. 
be hover Commission "Fourth Service” 


(1) The Defense Supply and Service Administration proposed by 
the Hoover Conmission vould result in duplication of personnol, 
increased competition for scarce professional and technical skills, 
and reduction in the Army's capability to train logistical managers. 


(2) The "Administration" would be unable to expand rapidly in 
wartine without access to the draft; and might excerience great 
difficulty in reteining persomel in wartime, both in CONUS and 
overseas, unless very high wages were paid. 


(3) In the overseas theater, hish wages paid civilian members 
of the "Administration" would hurt soldier morale; troops would 
have to be diverted to provide protection for these civilians; 
their status when captured would be uncertain; and their inflexi- 
bility as to assignment within the Combat Zone, both as individuals 
end as units, would limit their usefulness. 


c. Alternate plans 


(1) The General Services Administration concept, “Ths civilian 
character of this organization, which would voreclude its rapid ex- 
pansion in wartime relative to tne military services; the magnitude 
of the common supply field; the mediocre verformence record of GSA 
to date; and its divided responsibilities within the Government 
maxe this concept undesirable, 


(2) The "Military Fourth Service" concept, Tihile overcoming 
the personnel deficiencies of the "Civilian Fourth Service" con- 


cept, the cost end the disruption which rmould be incident to its 
estavlishment indicate that, for common supzly activities, this 
concepe 18 undesirable, 


+ bo | e. a¢ e « 
(3) The "Single Manager" concept. This concept would accomplish 
& high degree of integration of Service supply functions, bat 


separates research snd development from gross requirements, essigns 
distribution missions inefficiently and does xot provice the 
single Mgnteer che jcinc caer. 

oF 





(4) The "Improvement of Existing Systems” concept. This con- 
cept integrates the purchase function, reduces overbuying by re-~ 
quiring certificates of non-availability from other Departments, 
and provides for rearrangement of tne depot system and reassign- 
ment of customers. 


(5) The "Modified Single Manager" concepte This concept would 
accommlish a high degree of integration of Service supply functions. 
it would virtually assure correction of overbuying by centralized 
control, and of uneconomical use of distrioution media through 
rearrancemnent of the depot system, reassignment of customers, and 
centralized control of distribution, | 


d. The nature of the deficiency to be corrected (ieee, over= 
buying, comoetition for industriel capacity, or maldistribution), 
togetner with the characteristics of the industry involved, and 
the relative requirements of the three Services, influence the 
selection of the concept which would be best to apply in correcting 
the deficiencies, Both the “Improvement” concept and the "Modified 
Single Maneger" concept are good plans for the improvemert of 
comion supply e+ | 


Single Managers 


» 
- 


Thus in 1955 the single manager program was developed in part as 
en alternative to a "Fourth Service of Suoply." It was designed snpecifi- 
cally to meet the criticisms of Congress and the Hoover Commission with 


respect to cunlication, overlapping end waste in procurement, warehcusin 


oF 


and stockage of supplies, and feilure to use the resources of all threes 
military departments to meet the separate requirements of each department. 
It was established to integrate basic supply functions for comercial- 
type commodities used in comnon by two or more military services. 

The single maneger program is considered a success by the Depart-~ 
ment oi Lefense and is cone of the Department's strongest arsunenis 
against the disiuptive influence of a sevarete "Fourth Service." lir, 


3 ° - = ° e % * . 
Ferkins McGuire, Assistant Secretary of Defense (Supply and Logistics), 
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wrote the following in a single maneger progress report in November, 1960: 


One advantage of this progreme « cis that it has brought the 
Departm AS inte a very close reletionship with each other in 
the Field of supply, People with conmon problems in the four 
services are now working in unison. At the outset, the Deparv- 
ments were understandably skeptical regarding the Single Menager 
Progrem, It had not yet proved i self and it was a departure from 
the accustomed wey of doing business. 


I em convinced that the Dosartments now not only accept the 
Single waneger Prozram, tut that they endorse it and that they 
gre determined to correct its defects and meke it work in peace 

‘i 
end, if necessary, 10 ware 


In reply to the Hoover Commission and the Douglas Committee, this 


1980 progress report points out that these two groups "acknowledged that 


they had rot concerned themselves with questions of military stratery; 


weaponry, cr tacticse Thoy locked at logistics in a vacuum, in detach= 


~ 


ment from ite prover environment as en inseparable element of military 


he logistics mission is en integral element of the 
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onizetion must be 
Gicsteated by the shape of the defense organization.® In adjition, the 
progress renort had this to say in rebuttal to defense critics. 


Instead of the mammoth organization reconmended by the Hoover 
Commission and the Douglas Comaittes, and to avoid the chaotic 
disruption that would attend its creation, the Department of De= 
fense has, been pursuing an orderly prosrem of logistics unification 

called the Single Menager Plan, Through this plan, the logistics 
system is divided into manageable, homogeneous segments where 
problems san be exposed, where intensive menegement can be applied, 
and where Solutions are worked out oy organizations in which is 
concentrated the best specialized competence in the Department of 
Defense. This is more sensibdle than trying to sweep unsolved 
problems under the rug of still another bureaucracy. 








ee al 


Department of Defense, "Commodity Single Manager Progress Report," 
November, 1950, p. 1, (Mltilithed.) 
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e © eit is not possible to identify what are regarded as 
major savings achieved by Single Monagers. fiewever, amma 
savings of 219, 8 Million per year and one-time savings of $425 
Million have beon identified in the systems presided over by 
the Single Menagers. These latter savings are dortinated by in 


ventory draw ae 


In summary, it is believed that the Single Menager Plan is the 
common sense approech to logistics unification, 


The evidence persuades us that it is eccnomical and efficient, 


t+ is compatible with the Defense structure because it exploits 
existing capabilities, which are vitally nocessary ta the iilitary 
mission, and because it operates smoothly within existing channels 
of conmand and conmunicatione 


if 
a 


ently flexible to adjust to wnatever Defense orgenie 
e in the future because it unifies logically 
s within this structure, 


Gris iZ* 
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Most importante-the Single Manaser Systems are responsive vo 
the needs of the combat forces 


> 
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Pinang concept has been endorsed by the Materiel Secretaries 
end the Military logisticians of the Services because: 


Lb permivelusstosesesect. the wasteful practices for which we 
have been criticized while preserving the essentiol logistics 
capabilities of the military forcesee 


logistics Systems Study Project 





While the single manager currently is one of the major defense 
arguments against a central, consolidated supply agency, a great deal of 
enalytical research study preceded its estaclishment,. Cut of the early 
study came many materiel improvements which likewise are a part of argu- 
Ments against the proposals for a “Fourth Service." During 1957, one of 
the more important studies develoved. This was the Loristics Systems 


wudy rroject end was basically developed to determine whether progress 
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) Department of Defense, "Commodity Single Manager Progress Report," 
Novenber, 1960, pa 44. (@hiltilithed.) 


2 
Tbidey Pe 58. 


Te eee 


—o~ 


ae pe mee 


Cer my carter oe 


lt 





was being made in meeting objectives such as those posed by the Hoover 
Comission and the CongresSe This study project wes conceived to cone 
sist of the folloving four phases: 
Phase I ~ Management of Commercial and Common Items of Supply. 
Phase II - Management of Common Services. 
Phase III ~ ienagement of Peculiar Items of Supply. 
ne age a) 7 ne an 
Phase IV + Ultimate Plan of Organizetione 
One of the major results of Pnase I of the Logistics Studies was 
the establishment of the Armed Forces Supply Supsort Center. this 
joint organization provides a mechanism whereby the four military services 
: L 2 wt 2 can d 
and the OSD level can meet together on supply matvers. The purposes an 
objectives of the AFSS Cemter are: 
3 


1. To vrovide the most effective and economical administration 
of certain common supply functions of the military services. 


2 To promete and coordinate integrated supply management among 
the military services concerned with cormon materiel. 


3, To develop means for the elimination of any undesirable 
inconsistency, duplication and overlapoving smong supoly overations 
of the military services and for the elimination of any unnece 


gssary 
administrative procedures.° 








"Excerpts from Integrating the Management of Commercial and Common 
Items of Supoly,” Summary of Survey Team Reports on Fhase 1 Studies and 
Steering Group Recommendations Thereon for Consideration of The Policy 
Board, Appendix D, Logistics Systems Study Project (Documents), 1 February 
1958, in United States Congress, House of Representatives, Cormittee on 
Géverment Operations, Military Operations SubComrittee, ‘Wlitery Ssuvpl 
Management (Single Manager Agencies), hearings before subcommittee, 86th 
Congress, ist Session, 25-26 May 1959 (Viashington: Government Printing 
Gritce, 1959), pp. Dilmecmr. : 
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United States Congress, House of Representatives, Comnittee on 


Government Operations, Military Operations SubTomittee, Militery Supply 


«qt 6 “~~ 
Mancgemens (Single Manacer Agencies), hearings defore Subcommittee, 86th 
Ea 5) se session, 25-26 May 1959 fe siete Caernuent rrintine 
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Thus, while the Defense Departmerne opposed any "Fourth Service 
concept, it was evident that the pressures of the Congress were forcing 


ignificant cooneration, collaboration, and improvements within 


0) 


more 
the services themselves in the handling of materiel. Inportant materiel 
mensgement progrems in this area are: 
Single Department Procurement Assignments (SDP). 
Cataloging and Standardization. 
Interservice Supply Support, 
The first four single managers: Military Subsistence Supply 
feency, Hilitary Clothing end Textile Supply Agency, Military 
Medical Supply Agency, and Military Petroleum Supply Agencye 


The Derense Objections 





In general, the Department of Defense and the three military depart- 


ments heve opposed the establishment of the Defense Supply and Service 
Administration, citing arguments such as the following: 


(1) The objectives of the Hoover Commission give inadequate 
consideration to the mission and organization of the armed services, 


over-smphasize peacetime conditions, and assume a lack of efficiency 
in military logistic activities. 


(2) Deficiencies in the area of common Supply and common service 
activities have oeen recognized by the military departments and the 
Department of Defense and actions have been taken to correct them. 


(3) The establishment of the administration vould lead to 
duplications in both overhead and onerating personnel, since two 
Supply organizations vould be required, one for civilian items and 
the other for military items. Moreover, civilians would be hired 
to perform work now being accomplished by troovs on practical 
@oplicétion training assignments and destined for duty in the combat 
Zone Ln warti: 


(4) The exoandability of a Defense Supply and Service Administra- 
ce i war would be much less rapid than that of the armed 

» Since 1% would not have access to personnel through the 

drait, does nob have reserve units available to it, and would perheps 

be, subject to loSs of men to Ghevdrasce 

evsnvion of eLlvilians in wartimewon mi 


Poor supply oad 
Service jJoosebovh in ths Vols 6 
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under the threat of miclear Ware 

(6) The separation of responsibility for logistic support 
in the oversea theatre between the military of the Defense Sup- 
ply and Service Administration would linit the flexibility of 
assiennent of service troop units betyeen the combat sone and 
the communications zonés 


(7) Military effectiveness would be jeopardized becsuse supply 
would become less responsive to commend. 


Even with these objections and the action that the Department of 
Defense has taken, military officiels recognize thet all of the arguments 
and all of the studies have not yet quieted the critics of the present 
military supoly systeme Pressures still exist for a "Fourth Services" 
Here is what the Supply Management Reference Book said in 1953: 

Despite the actions that have been taken by the Department of 

Defense to integrate and coordinate the supoly of cormon itens, 

e great deal of pressure still exists, pees Cama Ey for establish 

ment of the "Fourth Service of Supply." 

dust how long the defetiss position will hold up noir and in the 
future is dependent on the dynamic programs for the improvement of the 
military supuly system being develoved by the Department of Defense and 
their acceptance by the Congress. the Armed Forces Supply Support Center 
an 1961 is evolving into a povrerful element in the suoply support area 
and the future of the "Fourth Service” concept mey be riding with this 

organization. In the next chapter, "The Situation Today” will be dis- 
cussed. Perhaps, the "rose" is the "rose" is the "Fourth Service" is 


- « 


the "AFSS Center," 


= 











Department of Defense, Office of Assistant Secretary of Defense 
(Supvly and Locistics), Suvvly Manacement Reference Book (Washington: 
. “ 2 A a ee | ee 
Governmons Printing Office, June, 1953), oe 128. 
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CHAPTER V 


THE SITUATION TODAY 


abo “> 


Today nll eyes of the materiel managers in the Deparement ol 
Defense are focused uson the Armed Forces Supply Suppert Centere Al- 
though a relatively young organization within the defense hierarchy, 1% 
has risen remarkably in prestige as a staff agent of the Assistent 
Secretary of Defense (Installations end Logistics) and through the very 
thorough studies of its enalysis staff, It is within this agency where- 
in the seed of a "Fourth Service” is now planted and its flowering cen 
possibly result in the achievement of the very force it was designed 
to stope 

In 1959 and 1960 four new single managers were established bring~ 
ing the total to eight within the Departmen: of Defense. The Armed 
Forces Supply Support Center played no small role in getting theSe 
single manegers established, Aside from the materiel consolidations 
that have evolved, it is interesting here to point out that today ther 
are three single manager agencies for services and all of them are in 
the transportation field, In addition, the Secretary of Defense has 
brought together military communications into a Defense Commnications 
Agency, a lswmespemsible, umder his direction, —ntvhority snd control, 
for the “operational” control and supervision of the Defense Commmnications 
L 


DY CUCM. 


In February of 1961, a very important and imposing eight-volume 
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study was released by the Armed Forces Supply Supvort Center which will 
hove a far-reaching immact on militery supply systems if the reconmmenda~ 
tions ere adovted, The Report on Mansgement of Electricel/Electronics 
Materiel recormended thet "the Secretary of Defense establish a Defense 
Blectroni¢s Management Center for the integrated materiel management of 
Federal Group 59 'Electronics Equipment Components? and Federal Supply 
Class 6145 ‘trrire and cable, eieeeeieay st Other recommendations of this 
study included the following pertaining to the broadening of the responsi~ 
bilities and mission of the Armed Forces Supoly Support Center: 

5e The Secretary of Defense: 


m * 


Re Expand the Charter responsibilities of the Armed Forces 
Supply Support Council to include menegement control over tne 
Defense Electronics Management Centere e« e 


> 
- 


Se The Secretary of Defense include in tne mission of the : 
Armed Forces Supply Support Center the following functions te be 
performed on a continuing basis: 


Se System design including procedural standardization, opera- 
tional refinement, and simlification pertaining to support 


operations of intvesrated materiel management agencies and centerse 


be Coordination and review of the operations of integrated 
materiel management agencies and centerse 


This Armed Forces Supply Support Center was established in 1958 
with the following functions assigned: 


(a) Prepare and publish federal catalog data and insure con- 
version to the data by the militery supply system, 


(b) Recommend the assigment of resronsibility among the services 
for the monitorship and tne development of specifications for 
Gertain catesorves of supoliese 








ry, “Report on Manazement of 
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r I I, Conclusions, Recommendations, 


S 
onics Materiel,” Volume 


fhe 
Cry 


. =, aS ph “a 
OCR Ty Ae OT OTT” EY ATOR og SE RR, PPL IS I TELE, EL PRET TEE = MN CN «> OS TG ESET STE EP e reyes 


2 





(c) Develop ond coordinate interservice operations to assure 
cross-utilization of assets in order to minimize procurement, 
stockage, and transportatione 

(a) Conduct specific study projects of the operations of sup- 
ply systems of tho military services and noneon moasreLal common items 
of materiel to obtain optimmm integration in the interest of in- 
creased military effectiveness and econonye+ 
The AFSS Cuuncil consists of the Deputy Assistant Secretary of ie-~ 

fense (Installations and Logistics) as chairman, a principal military 
representative appointed by each of the four Services, and the Director 
of the AFSS Genter. The Council is the primary authority in the center, 


° a 2 


controlling both input and output. According to the establishing 
instruction, the Council will: 
(2) Approve all study end work projects 


(b>) Approve the appointment of key personnel 


(c) Make decisions on the findings and recommendations of 
epproved studies, and 


(ad) Meke recommendations for decisions and implementation by 
responsible officials of the Department of Defense. 


is The "Fourth Service” Here? 

With these latter noted functions, the Council of the AFSS has been 
basically a staff advisory agencye Adoption of the February 1961 recom-= 
mendations certainly make the Council a line operating body. As a matter 
of interpretation, this writer considers that the February 1961 reconmmenda= 
tions place the AFSS Council in the position of being the manager of the 


. ° - 


single managers, And if this interpretation can be considered valid, the 
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Procurement and Sunnly, Doth Goaeres: ress, 2d Session (fashington: Government 
Crinting Orfice, SSD), Mop OSH 


“Zeid. 


46 


pete Oe PEE ROTI 


ne 


£ EEEE GIO  FEe F I, 


ET aT erg © 


PRS a Vee 





Couneil can further be the core of = "Fourth Service of Supply.” 

Let's look at some progno stications in this areae In 1955 the’ 
Deputy Assistant Secretary of Defense (Supply and Logistics), Mire Robert 
CG. Lenvhier, Jre, was esked this question at the Industrial College of 


the Armed’ Forces: 


QUESTION: As more andi more of these commodities come under 
the eee moneger system, is there any plan to cre&te a manager 
of the single manegers, so as to make sure they are all singing 
off the same sheet of mesic? ? 

Mr, Lannhier: When you have that, fellow, you have your 
fourth service of supplyet 


In 1958, Colonel Frans Aj Osmtanski writing on “A Fourth Service 


of Supply?” prophesied t he following: 


a 


oe is the possibility that the Sinsle Manager Agencies & might 
ell be consolidated into a centralized supply agency, into whicn 


a 
might ee be ine a ated some of tne current logistics functions 
LZavLon end cataloging » Such an agency most 
likely would be eee iy administered by OSD. but not have a separate 
departmental statuse If such a possibility were to eventuateo-= 
and the trend indicated above with serie to the standardization 
of the Single Manager Agencies already predisposes them to such 
ee consolidation=--a hybrid Fourth Service vould emerge, drawing 


ts personnel from the present military departments but nonetheless 
ee their direct controle? 


In 1950 the possibility of the Armed Forces Supply Support cose 
servine as a moleus for a common-use sucply and service agency was indi- 
cated in material prepared for the SuoCommittee on Defense Procurement of 
the Joint Economic Committee of the Consress, The situation today is 


certainly colored further by the prognostication noted here: 
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Pobert ©, Lanshier, Jr., Sincle Manezer Plan, Publicati 


156-63 (lashingtenu: Industrial Collezs of the Armed Forces, 23 November 
W255), pe 28a 
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Organization for a comnon-use suprly and service agencies 


te Functions. It has beon suggested by supoorters of tne 
cotrion=use supply ond service egency tnat the rec ently established 
a Forces Supply Support Centere . smigne very well Serve as 

cleus for ths proposed agency. The next step would be tho transq- 
®, of Heenan to the agensy orer ell presently established 
single manager commodity and service areas, From this startsths 
agency we Sue on 2 phased pasis: 


1. Develop single manager arrangements for all homogeneous 
entotories of supplies except for the management of certain items 
thet should remain with tho services, such 25 engineering and 
operational essential items, Each single manager will be responsi-~ 
ble to and receive direction from the central agencye In other 
words the agency would vrovide centralized management bit de~ 
centralized operation yrould be carried on by the various single 
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manager arrangenents for comion service activl1- 


2e Develop single 
ferred to the agency, 3S appropriate. 


ties, tc be trans 


oe Meintain oe ovmership of materiel ina a fund until 
issued for use to consuming activities of the services at which 
point they would reimburse the stock fund and charge one respective 
appropriavionse 


4, OQverate its owm storage facilities, This will reguire the 
transfer of certain warehouses now operated oy the services. 


e 


5e Determine the mission of each single manager and its 
corresponding stock control points. Each single mensger will have 


the resvonsidility of persorming certain primary functions of 
supply for all the services, including inventory control, nev 


requirensnts determination, purchase and distribution, 


66 aie GSA facilities to the fullest extent practicable on 
specified items of supply that do not have a mobilization require- 


mente 
The actions recommended in the February 1961 report of the Arned 
Forces Supoly Suvoort Canter, if aporoved, will result in military 


supply support operations and manacement structures svolving toward 
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fuller integrated materiel management for effective joint losheurcSem The 
report coneludes that "by 1964, the Single Mansger Operating Agencies and 
DENMC will assume a joint role in performing the functions of supply, 

formerly performed by the separate service supply sysvems, for 40 percent 


® * : % 1 
of the 3,700,000 items in the Department of Defensee"” As for the AFSS 


Council, the follovring is written: 


The AFSS Council will essume a primary role in the coordinated 
monagemens of Defense logistics, DoD policy guidance will be pro- 
vided through the chairmansnip. Guidance es to the configuravion 
of military materiel structures wedded to strategy and tactics 
will be provided through JOS representation, Military service 
mission end logistical considerations will be provided through 
service representations 


The AFSS Council, with increased authority, commensurate wih 
its new steture, will in addition to current responsibilities 
assume mansgement of DEMC; provide operational coordination of 
the StOdA's; and direst the development and implementation of inte~ 
grated meteriel management procedural conceptse@ 


Thus, it is concluded that the "Fourth Service” is practically here 
todayve-not as a separate military department tat as an apency under the 
Secretary of Defense with civilian control anc staffed by military 
personnel of the three military departments "but nonetheless beyond their 
direct control," The agency desiened as a buffer egainst a "Fourth 
Service of Supply" is emerging with all the attributes and characteristics 
of the hybrid "Fourth Service" prophesied by Colonel Osmanski in 1958, 

i it picks up strength in its centralized powers, it eppears to be only 
@ small step te make the next move by emputation of the “hybrid” 
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qualification, 
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CHAPTER VI 


SUMMARY 


While the boundaries of this subject are almost limitless and the 
meterial written on military supply mansgement not at all brief, this 
research paver has rot delved in any detail into the arguments involving 
strategy, tactics, end logistics as they pervain to a "POUrtN oGiwieSs Oo 
Supply." Nor has this paper examined the reasons and the noed for 
civilian control of military materiel menagement. In view of this, hovre 
ever, with the growing strength of the Armed Forces Supply Support Couieie 
and Center, a question appears to be constsently thought of but has never 
been noted in the mass of military management literature. This question 
Simply is: Why is the moteriel managenent organization eroving a5 ig is 
within the Department of Defense under the civilian control of the 
Assistant Secretary of Defense (Installations and Logistics) rathor than 
under a revamped, revitalized Jn4 Logistics Directorate of the Joint 
Chiefs of Steff? 

eee a hybrid "Fourth Service of 5uxply" is considered present 
in the Armed Forces Supply Suyport Council and Centere 4s the pressures 
continue to mount, it is not hard to visualize the dropping of the "hybrid" 
adjective. This hybrid "Fourth Service" is currently staffed with 
military end civilian persomoel sath civilian control Ss ineve Ly o5 one 
top. this structure can be precarious and the next evolvement in the 
militery materiel areuments may hinge on civilian control versus military 
control with more atid more interest being manifested by the Joint Chief's 
of Steff, 
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be # wide variety of ideas end concepts end, to a degree, Means many 
things to many people. Pasically, however, the "Fourth Service” in 

this paver has been considered as a concept of centralized direcsion end 
control of materiel by the Devartment of Defense. The pressures for sucn 
a centralized approach a, materiel mensgement have been applied 
almost constantly in the lest two decades by Congressional committees and 
the Second Hoover Commission end its edherents. In response to this 
pressure, it has been shown that the Department of Defense has aggressive= 
ly opposed a “Fourth Service” and has reacted by establishing many pro= 
grams end studies designed for more effective, economical, and eific ient 
manegement of military materiel. 


The Armed Forces Sunvly Support Center is emerging from the defense 


~ 
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management programs as a powerful orgenizeation of th 2 Assistent Secretary 
of Defense (Installations end Logistics)» Up until the recent Report on 
Management of Electrical/Blectronics Materiel, this Center with its 
directing Council was considered primarily a staff agency. If the Report 
is approved, this staff position will be changed for the recommendations 
involve the placement of the Armed Forces Supoly Support Council in a 
line position directing, emong other units, the singie managers and the 
Defense Electronics Management Cemcer 

The euthor considers this AFSS Council to be the cors of what is 
now a hybrid "Fourth peice of Supply,” ieGe a central agency directing 
eipoly erlor. sterfea jointly; by civilian and military personnel from one 
several seivices out deyond their control. All that has transpired thus 
far in this area vithin the Department of Defense has been, to a very 
Jarge meccure, [15 “oa tne volitienl vressures of the Congressg #5 hes 
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the Congressional mood is slanted toward a single ageney running supply 


for the armed forces. The future progress in this provocative area 
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